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30 November 1971

MEMORANDU:L FOR: Deputy Director for Intelligence

THROUGII : Director, Basic and Geographic Intelligenté

. ATSPEC
THROUGI : Chief, Geography Division STATS

SupJECT ¢ Lvaluation of the Senior Seminar

Principal Conclusions

1. During the past nine and a half weeks of my partici-
pation in the Senior Seminar I learned more about the range
of Agency activities and problens tiian 1 have in tae past
decade. I.feel this broader understanding nas equipped each
of the Seminar members to contribute more intelligently to tie
re-adjustments tnat the Agency and tie Intelligence Comumaunity
is being required to make. oly expericnce leads me to strongly
recomnend continuation of the Seminar in generally tne saune
format as the pilot run.

Detailed Comments

2. As the apove paragraph indicates, I am now an enthu-
siastic supporter of tae Senior Seminar. sore accurately, I
should be categorized as a convert for I entered the Sewlaar
with a degree of skepticisim and a basic question as to whether
UTR had not gone overboard in developing this extensive course.

3. That skepticism has been completely dissipated. I
found the course to be soundly conceived, carefully planned,
and well implemented. The briefings, tours, anu tiae candid
supplemnentary discussions anjong the Seminar menvbers success-
fully cut tiarougin the parociial and security varriers that
normally ninder communication witnin and vetwcen the various
offices of tae Agency. I nad been previously aware of many
of tihe Agency's extensive activities and currcnt probiems,
but a considerable number of others wore partially or con-
pletely ri'‘tered out. The Sewinar provided a mind-stretching
exXposurc to the entire spectrum of prograws, to the effects
of budget cuts and personnel reductions, and to tae program
and management re-adjustments of thae Agency and the Intel-
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ligence Community demanded by the President, Congress, limita- ©
tions on and on-couing systens.

4. Speakers from within and outside the Agency exposed us
to a diversity of viewpoints. The inside speaxers increased uy
respect for tne professional capabilities of the personnel of
otner offices and dissipated -- or in some cases strengtncned --
the stereo-type impressions which we inevitably acquire to some
degree. Tihe speakers from tihe outside were gemerally of high
caliver, but in my view sometinmes less balanced and less candid;
nevertheless they served tneir function of effectively presenting
important current points of view. Tihe Seuinar speakers and
readings put into somewhat sharper focus tne cnanges on the
domestic and foreign scene that will require serious Agency
attention, if not major re-adjustments of intelligence prograns,
e.g., in the fields of economic intelligence and covert action.
Definitive answers to our provlewms were, of course, rarely
available, but an increased consciousness and additional in-
sights were developed. The net effect was to pull me out of the
rut of the narrow regional and topical specialization of ny
daily work assignment and to revitalize my intereSt in the rest
of the world. I feel all the Seminar members were sensitizeu
to the challenges the Intelligence Community faces and nopefully
also to the opportunities for effecting long-needed changes wnich
could not be impliemented witnout tne current pressures to luprove
intelligence management and operations. Tae briefings as to tne
extent to wnica sowme wmanagemwent tools have already been developed
in OPPB and ~NIPE were especially illuminating at tiis time.

S. The Seminar had some deficiencies, but I feel that
they were all basically minor. For example, there was no exposure
to DIA or NSA. If the Seminar is repeated, efforts should be
continued to find effective spokesiien from these two organizatioms.
Past US intelligence successes were analyzed, and our failures
were subjected to considerable soul-searching criticism, but an
integrated analysis of the.current tactics of foreign intelligence
organizations was lacking.’ The principal insignts on this point
came from the commernts of the Seuinar menbers.

6. The lengtih of the course was just about rigiht. The
only change I would recommend is a minor extension to a full ten
weeks, provably by expanding tie block on the Business of
Intelligence, wiere the pace was al tiues too rapia for effective
absorption and discussion. In uy opianion, going beyond ten Weeks
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would reaci tihc point of diminishing returns. Any reduction
to less than cigat wecks would adversely gffect the Scuainar's <
capability to acaleve its major ovjectives,

7. The course is unquestionably expensive! It ties down
twenty senior Agency officers and a considerable training staff,
“puts adaitional demands on the time of top Agency managers and
other governwcent speaxers, and requires funds for outside
speakers. Lven in past periods of relatively aoundant resources,
tne conservative side of ny make-up would have had soiie doudts

about the valuc of such an expensive course -- but tanat opinion
was in tne context of the relatively stable conditions that
prevailed in the Agency and the Intelligence Community. With

the present changing enviromment I feel tne need for sucn a
Seminar, wnich prepares twenty senior Agency personnel to con-
tribute more effectively to tne day-to-day aecision-imaxing
process, is especially critical -- even tunougn resources are
tighter. If I were given an option of nominating an ageacy
individual for either the Senior Seminar or a dsilitary College,
I would unhesitatingly recommend the .former by a wide dargin.
'Except in tnose instances wnere Agency persoanel specifically
need to develop strong contacts with the military, the return
per unit of time 1s so much greater.

8. I tinerefore feel the course is worth its cost, and
every effort should be made to wmaximize tne number of Agency
personnel wno are exposca to tiis type of training oy scieduling
.two, and if feasible even taree, sessions per year. If tae
Seninar is coantinued, I would also recommend taat tanc initial
classes be restricted to Agency personnel. Not oinly does tae
Agency need to talie care of its own critical uneeds first, out
tue presence of non-agency personinel woula also constitute a
damper on the free discussion of Agency proolems that tne
pilot run was able to acaieve.
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